Bridgewater State University

Virtual Commons - Bridgewater State University
Honors Program Theses and Projects

Undergraduate Honors Program

5-13-2014

Strategic Analysis of Casino Expansion into
Massachusetts
Nicole Sherman

Follow this and additional works at: http://vc.bridgew.edu/honors_proj
Part of the Other Business Commons
Recommended Citation
Sherman, Nicole. (2014). Strategic Analysis of Casino Expansion into Massachusetts. In BSU Honors Program Theses and Projects. Item
63. Available at: http://vc.bridgew.edu/honors_proj/63
Copyright © 2014 Nicole Sherman

This item is available as part of Virtual Commons, the open-access institutional repository of Bridgewater State University, Bridgewater, Massachusetts.

Strategic Analysis of Casino Expansion
into Massachusetts
Nicole Sherman

Submitted in Partial Completion of the
Requirements for Commonwealth Honors in Management
Bridgewater State University
May 13, 2014

Dr. Chien Wen Yu, Thesis Advisor
Dr. Deborah Litvin, Committee Member
Dr. Todd Harris, Committee Member

Table of Contents
Abstract ......................................................................................................................................................... 1
Introduction .................................................................................................................................................. 2
Expanded Gaming Act ............................................................................................................................... 2
Previous Competition ................................................................................................................................ 4
Competition............................................................................................................................................... 6
Methods of Data Collection .......................................................................................................................... 7
Public Meetings ......................................................................................................................................... 7
Independent Research............................................................................................................................... 9
Present Situation at Time of Writing .......................................................................................................... 10
MGM in Springfield ................................................................................................................................. 10
Mohegan Sun in Revere .......................................................................................................................... 12
Wynn in Everett....................................................................................................................................... 13
Category 2 License Award ....................................................................................................................... 15
Community Concerns .............................................................................................................................. 15
Analysis ....................................................................................................................................................... 16
SWOT Analysis......................................................................................................................................... 16
Blue Ocean Strategy Canvas ................................................................................................................... 20
Four Actions Framework ......................................................................................................................... 23
Conclusion ................................................................................................................................................... 25
Works Cited ................................................................................................................................................. 28
Appendices.................................................................................................................................................. 31

1

Abstract
The purpose of this project was to analyze the advantages and disadvantages of each resort
casino proposal for Massachusetts and recommend the best choice for the Massachusetts Gaming
Commission to select. Presently there are three companies competing for a Category 1 gaming
license in Massachusetts; MGM in Springfield is the sole candidate for the Western
Massachusetts region, and Wynn in Everett is competing against Mohegan Sun in Revere for a
license in the Eastern Massachusetts area. Information for this project was collected by attending
public meetings with presentations from casino representatives, town officials, and the Gaming
Commission. A literature search was also conducted, consisting largely of press releases
regarding the most current information on the application process as well as information from the
home websites of the Massachusetts Gaming Commission and the three applicants. This research
was analyzed using several business models in order to compare the economic impact on each of
the potential host communities as well as determine the best strategy for introducing a resort
casino into the areas that could benefit from it. With each of the three companies’ proposals, the
benefits greatly outweigh the costs, however in order to be successful in their campaign a
stakeholder orientation strategy must be used. This strategy puts the needs and concerns of those
directly affected by the construction of a resort casino in their community first rather than
focusing simply on the growth of the company. Mohegan Sun and MGM are both superior in this
area, making them the better candidates to be awarded a Category 1 gaming license.

2

Introduction
Expanded Gaming Act
On November 22, 2011, Chapter 194 – The Expanded Gaming Act was signed into law by
Governor Deval Patrick. It is known as “An Act Establishing Expanded Gaming in the
Commonwealth,” and was designed to promote benefits to the state of Massachusetts by creating
jobs promoting economic development (Mass Gaming). The Act allows for four different
gaming licenses within three different regions of the Commonwealth. Three resort casino gaming
licenses (Category 1 license) are permitted, one in each of three regions: A, B and C. Region A is
made up of Suffolk, Middlesex, Essex, Norfolk and Worcester counties in Eastern
Massachusetts. Region B consists of Hampshire, Hampden, Franklin and Berkshire counties in
Western Massachusetts. Finally, Region C is made up of the remaining counties located in
Southeastern Massachusetts – Bristol, Plymouth, Nantucket, Dukes and Barnstable (Mass
Gaming). The Category 2 license is a slots only gaming license and is permitted to go in any of
the three regions. This license was recently awarded to Penn National Gaming in Plainville, MA.
In order to determine which eligible companies will be awarded a gaming license, a board of five
commissioners, known as the Massachusetts Gaming Commission, was selected by the governor
and other public officials. Commissioner Chair Stephen Crosby was appointed by Governor
Deval Patrick. Commissioner James McHugh was appointed by Attorney General Martha
Coakley. Commissioner Enrique Zuniga was appointed by Treasurer Steven Grossman. The
remaining two, Commissioners Gayle Cameron and Bruce Stebbins, were selected and approved
by all of the previously mentioned state officials and gaming commissioners (Cameron &
Zuniga).
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The goal of the Expanded Gaming Act and the Massachusetts Gaming Commission is to create
thousands of jobs and economic growth throughout the Commonwealth while also “ensuring
rigorous public safety” (Cameron & Zuniga). In order to ensure the commission selects only the
best candidates for Massachusetts, there is an extensive application process that must take place.
The fee for the application is $400,000, $50,000 of which is reserved for the host communities.
In order to apply for an initial license for 15 years, there is a $85 million license fee and a
minimum investment of $500 million is required (Cameron & Zuniga). This process was broken
down into two different phases. Phase 1 was to determine the financial capability and integrity of
each of the candidates to determine whether or not they were suitable to operate in the state of
Massachusetts. During this phase they conducted a very in depth and thorough background check
of each of the companies. If the commissioners found that they were not suitable to the high
standards of the Commonwealth, they were not allowed to proceed to Phase 2 of the application
process. This phase was completed as of December 2013 and only one company, Caesars
Entertainment Corp., was found to be unsuitable for operation.
Application Phase 2 is currently in process and requires more from each of the companies.
During this phase the five gaming commissioners examine five key aspects of each one of the
competing companies’ proposals: mitigation, financials, economic development, the overall site
and design, and finally what sets each one apart from the others (Cameron & Zuniga). In addition
to all of this each of the candidates must submit a Host Community Agreement as well as a
Surrounding Community Agreement. Massachusetts is the only jurisdiction to require these
agreements from the applicants, and it helps to ensure the people in the impacted areas are
getting exactly what they want and that the best proposals are accepted for the overall economic
expansion of the Commonwealth. A Host Community Agreement is an agreement between the
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company looking to construct a resort casino and the city or town which has approved their
proposal and is allowing them to build within their borders. A Surrounding Community
Agreement is an agreement between the company and the areas around the host community that
will receive the greatest impact from the construction of a resort casino. These communities are
designated by the applicant and they must assent in writing, however the Gaming Commission
has the final say as to what communities are to be considered surrounding communities
(Cameron & Zuniga).
The first decision on a resort casino is expected for Region B by the end of May. The Gaming
Commission is hoping to reach a decision for Region A by the end of August. There are
presently no applicants in Region C; therefore it is unknown when a decision will be reached for
this area.

Previous Competition
With the process for awarding gaming licenses being ongoing throughout the course of this
project, data from the first half of the year differs from the most current data. There were
affiliations for Category 1 gaming licenses in fall 2013 that are no longer in the running because
their proposals were shut down. These include Caesars Entertainment Corp. at Suffolk Downs,
Revere, and Mohegan Sun in Palmer.
Caesars Entertainment Corp. was the original partner with Suffolk Downs to build a resort casino
on the property. The site was approximately 65 acres, including the horse race track (Tuttle,
Chip). While the majority of it was to be located in Revere, the race track borders the line of East
Boston; therefore they were to be included in the vote. The plan consisted of two hotels with 450
rooms, as well as gaming space, restaurants, retail stores and a parking garage. One of the main
things Caesars was pushing to the community, however, was their stance on sustainability. Their
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goal was to be the “greenest casino development in the US” (Tuttle, Chip). Their plan was to
implement a number of procedures to be environmentally friendly, such as re-using rain water to
conserve water, using solar panels as a source of energy, and reducing the amount of pavement
by 40% to create more green space (Tuttle, Chip). Of the 65 acres the site was made of, 40 acres
were to be for public use, in the form of green areas, bike trails, public walkways and water
transportation.
Unfortunately for Caesars, in mid-October Suffolk Downs asked them to withdraw from the
application process. The Massachusetts Gaming Commission had deemed them unsuitable to
operate in the state of Massachusetts. During the extensive background check of the company,
the Gaming Commission found that they had a business relationship with an individual that was
alleged to have family members involved in organized crime in other countries such as Russia
(Arsenault, Mark). Caesars agreed to withdraw, but were very surprised as they operate more
than 50 resort casinos in other jurisdictions throughout the United States. A representative of the
company argued that the standards set by the Massachusetts Gaming Commission were
“arbitrary, unreasonable, and inconsistent with those that exist in every other gaming
jurisdiction” (Seelye, Katharine Q.).
Before Mohegan Sun had its present partnership with Suffolk Downs, it was originally looking
to build a resort casino in Region B in the town of Palmer. Palmer is a small town in western
Massachusetts with plenty of undeveloped land to offer. Their site was located right off of exit 8
on the Massachusetts Turnpike. In order to prevent a build-up of traffic getting off the highway
and entering the casino, Mohegan Sun had a plan to expand the area coming off the highway to
five lanes, and also planned to spend $4.1 million improving seventeen different intersections
throughout the town (Schullz, Peter). Similar to the proposals of other companies, Mohegan Sun

6

Palmer was to include a four star hotel, gaming space, retail shops, dining, and a cinema. Unique
to their proposal, however, was the creation of an aquatic adventure park, which was to be both
indoor and outdoor and offer kayaking, rock climbing, and other activities (Schullz, Peter).
Another opportunity offered by Mohegan Sun that no other company was willing to do was
incorporate its loyalty program into small businesses throughout the community. Points earned at
the casino could then be taken to local businesses in Palmer to pay for goods and services. They
also wished to create training programs with community colleges in the area and local high
school Pathfinder Regional Vocational High School (Schullz, Peter), specifically in the areas of
culinary arts and hospitality. Overall Mohegan Sun was to bring a minimum of $15.5 in annual
revenue to the town of Palmer. Despite all of these benefits, when it was taken to the polls on
November 5th, 2013, Palmer voted against the proposal with a 51/49 ratio. Some residents claim
there was interference by officials who were opposed; supposedly many registered voters were
turned away from the polls for unknown reasons.

Competition
The competition for the Category 1 gaming licenses was different at the start of this study due to
the nature of the process being current as we are researching. In fall 2013, MGM Resorts
International in Springfield was competing with Mohegan Sun in Palmer for the license for
Region B. On November 5th, 2013, the town of Palmer voted “No” to a casino in their
community, leaving MGM the only applicant remaining in Region B. A decision is expected at
the end of May.
In Region A, the competition for a Category 1 license was between Wynn Resorts in Everett and
Caesars Entertainment Corp. at Suffolk Downs in Revere. There were two problems with the
Suffolk Downs proposal, however. The first is that the property resides partially in East Boston
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and partially in Revere. An affirmative vote was necessary from both communities, but East
Boston voted against it. The second issue was that during Phase 1 of the application process, the
Gaming Commission determined that Caesars Entertainment Corp. was not suitable to operate in
the Commonwealth. As a result, a new vote took place for a proposal that would put a casino
entirely within the borders of Revere but still at the Suffolk Downs site, this time with Mohegan
Sun as the affiliate. The Gaming Commission allowed this new proposal and the city of Revere
once again voted “Yes,” so they are now competing with Wynn Resorts in Everett for the license
in Region A. The decision for this region is now expected for late August, as some of the
deadlines have recently been pushed back.

Methods of Data Collection
Public Meetings
A significant amount of the data for this project was collected by attending open public meetings.
City officials, applicant top management and the Massachusetts Gaming Commission made
presentations, and the general public offered their insight. In fall 2013, we attended two public
meetings as well as a personal meeting with Commissioner Gayle Cameron. In spring 2014, we
attended three public meetings, one of which took place at Bridgewater State University.
The first meeting was a public address hosted by the Mystic River Watershed Steering
Committee in Milford on September 25, 2013. It was interesting as both of the companies
competing for a Category 1 license in Region A presented their proposals back to back. The first
speakers were Chris Gordon and Jamie Fay of Wynn Resorts, the company looking to construct a
resort casino on the banks of the Mystic River in Everett. Immediately following their
presentation, Chip Tuttle, COO of Suffolk Downs in Revere, spoke on behalf of Suffolk Downs
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and Caesars Entertainment, the affiliate at the time looking to build a resort casino at their site.
After the proposals of each company were presented, the floor was opened up to the general
public for their input.
On October 5, 2013, we attended a public meeting hosted by the Amvets in Three Rivers to learn
about the plan for Mohegan Sun, who at this time was interested in building a resort casino in
Palmer. MGM President Peter Schullz spoke on behalf of the company about the potential site
and all the benefits it would create for the community. After his presentation he went around the
room and sat at each table to speak with people one-on-one to answer any questions and clarify
information about the proposal.
On December 11, 2013, we had the opportunity to meet with Commissioner Gayle Cameron in
her office in Boston. Commissioner Cameron is a Bridgewater State University alumni, and was
in contact with the Honors center. In her office she provided insight to the research we had
gathered so far and gave suggestions on the approach of the project as well as people to contact.
She discussed the changes in the applicants that had taken place since the polls on November 5th,
2013, and was able to clarify any questions as well as verify that the facts collected were correct.
After Mohegan Sun created a new proposal with Suffolk Downs at Revere, we attended a public
input meeting at the Boston Convention and Exhibition Center on March 25, 2014. It was set up
with the Massachusetts Gaming Commission at the front facing the audience and a podium
facing the commission for various people to speak before them regarding their thoughts and
opinions about the Mohegan Sun proposal for Revere. Mayor Rizzo opened the meeting by
speaking about Mohegan Sun’s plans for the community. Following his speech, dozens of town
officials and residents from Revere and surrounding communities lined up to speak before the
five commissioners as a final opportunity before they make a decision. This offered a first-hand
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experience to listen to the opinions and concerns from the people who would be affected by the
construction of a resort casino.
In order to learn more about the proposal for MGM in Springfield, we attended a Host
Community Agreement meeting at the Mass Mutual Center in Springfield on April 1, 2014.
Mayor Sarno began the meeting by speaking on behalf of the city of Springfield as well as
MGM, followed by a brief introduction from Jody Collins, an employee of MGM. Finally, MGM
President Mike Mathis presented a slideshow and spoke in depth about MGM’s proposal for
Springfield.
The sixth and final meeting for this project took place right in the Dunn Conference Center at
Bridgewater State University on April 16, 2014. Gaming Commissioners Gayle Cameron and
Enrique Zuniga came to campus to discuss the purpose and operations of the Massachusetts
Gaming Commission. The two commissioners gave a brief presentation about the commission
then opened up the floor to students and faculty for any questions about the commission or the
process of deciding who will receive the Category 1 gaming licenses. After the meeting, we were
given the opportunity to speak one on one with the two commissioners about this project.

Independent Research
We found all remaining information that was necessary for this project by conducting
independent online research. A variety of websites and articles were used. Each of the companies
looking to build a casino in Massachusetts has a website that lists all of the information about
their proposals, in addition to their home websites where background information about the
companies was found. The Mass Gaming website was also a very useful tool as it goes into detail
about the Gaming Commission and the entire process. Articles from newspapers such as the
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Wall Street Journal were used to stay up to date on the process as well as to further investigate
the opinions of the community members.

Present Situation at Time of Writing

MGM in Springfield
In Region B there is now only one company pursuing a Category 1 license – MGM Resorts
International. They are one of the world’s leading global hospitality and entertainment
companies, employing 62,000 employees (MGM Resorts). There are 23 MGM resorts, most of
which are located on the Las Vegas strip, including MGM Grand, Bellagio, The Mirage, New
York-New York, and several others. They also have resorts in China, and many projects in the
making around the world. The company mission statement is “Working together, we create
partnerships and experiences that engage, entertain and inspire” (MGM Resorts). They pride
themselves on their diverse revenue. Only about 30% of it comes from gaming; the remaining
70% comes from entertainment, dining, and everything else MGM has to offer.
The potential site for MGM Springfield is located on 14.5 acres across the highway from the
Basketball Hall of Fame. It is also walking distance from the MassMutual Center, and it is only a
fifteen minute drive to Six Flags. MGM has already created a marketing relationship with Six
Flags to promote each others’ businesses (Mathis, Michael). The goal of MGM Springfield is to
return the area to the 1920’s “Main Street” atmosphere it once had. They intend to keep the old
architecture and use it in their resort. For example, the beautiful old 73 State Street building is to
be the entrance to the four star hotel, which will have 25 floors and 250 rooms (Mathis,
Michael). There is to be 125,000 square feet of gaming space. The resort will also include a pool
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and spa, an outdoor garden, banquet space, residential space, retail and restaurants, a bowling
alley, and a cinema (MGM Springfield). These are all things the downtown Springfield area
lacks, and MGM wishes to turn it into an area that people will once again come to for
entertainment. Perhaps one of the greatest benefits will be the 3,600 space free parking lot, as
there is no free parking anywhere else in the area. Also, rather than compete with the local
entertainment venue, MGM Resorts International is planning a strategic partnership with the
Massachusetts Convention Center Authority to bring shows to the MassMutual center (MGM
Springfield).
In addition to the various forms of entertainment MGM Springfield offers, they will also provide
a significant amount of economic benefits to the City of Springfield. First, they have committed
to upfront and advance payments totaling $15 million. From that point on, they will continue to
contribute $25 million in annual investments to the city (Mathis, Michael). These funds will be
used to enhance early education, public safety, and general public use. In addition, MGM will
provide approximately $642 million in taxes and $50 million to local businesses. They have also
agreed to contribute $2.5 million up front and the same amount annually strictly for public safety
to ensure proper training and increased safety for the community (MGM Springfield). This
project is expected to create more than 2,000 construction jobs and more than 3,000 permanent
jobs, 35% of which will come from the City of Springfield and 90% from Springfield and the
surrounding areas (MGM Springfield). The polls showed a 58/42% ratio in favor of the MGM
Springfield proposal. While this may be the lowest percentage in favor out of the three proposed
casinos, according to President Michael Mathis these are the results from 25,000 voters, and that
shows an overwhelming amount of support.
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Mohegan Sun in Revere
One of the two companies competing for a Category 1 gaming license in Region A is Mohegan
Sun, who intends to build their resort casino at Suffolk Downs in Revere. Mohegan Sun was
created in 1996 by the Mohegan Tribe of Connecticut. Their resort is located on 185 acres in
Uncasville, Connecticut (Mohegan Sun). It includes a 1,200 room hotel, gaming space, three
entertainment venues, and much more. They are presently operating one other resort casino –
Mohegan Sun at Pocono Downs in Pennsylvania. Mohegan Sun is the most well known
company out of the three competing for a Category 1 gaming license in the Commonwealth
because it is within close proximity.
Mohegan Sun wishes to build their resort casino on 42 acres of land at Suffolk Downs. The
original proposal was to include all 65 acres of Suffolk Downs, however the race track is right on
the line between Revere and East Boston, giving both towns the right to vote on the proposal.
When it was taken to the polls on November 5th, 2013, Revere voted in favor but East Boston
voted against the proposal (Kamp, Jon). As a result, Suffolk Downs worked with Mohegan Sun
to create a new plan for the resort casino that was only within the borders of Revere. The five
members of the Gaming Commission unanimously approved the new proposal and in February
once again voted in favor (Kamp, Jon).
The new proposal for Mohegan Sun is to be built on 42 acres at the Suffolk Downs area that
resides in Revere only. There is to be a four star hotel with 500 rooms. There will be 170,000
square feet of gaming space, including slot machines, table games, and poker tables (Mohegan
Sun Massachusetts). There will be retail shops, casual and fine dining, a spa, and a greenhouse.
“Kids Quest” and “Cyber Quest” are arcades that will offer fun for the whole family (Mohegan
Sun Massachusetts). There will be surface and structured parking and valet parking service will
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be offered. While the race track is not part of the site, it can still be viewed from the hotel, and
business from the resort will attract more people to the horse races so they may continue to
operate.
Mohegan Sun offers significant economic benefits to the community of Revere, perhaps the
greatest of the three companies seeking a gaming license. In the words of Revere Chief of Police
Joseph Cafarelli, “Mohegan Sun is committed to becoming a good neighbor.” First they will
contribute more than $45 million to improve transportation and infrastructure (Mohegan Sun
Massachusetts). The City of Revere will then receive $25 million in annual payments. They will
also receive $2 million to renovate the Harry Della Russo Stadium and $1 million to construct a
new youth center. In addition, they will receive annual investments of $1 million for Revere
public schools, $2 million for the police department, $2 million for the fire department, and $1
million for general municipal (Mohegan Sun Massachusetts). One aspect that is unique to the
Mohegan Sun proposal is its dedication to small businesses. In addition to $10 million each year
in guaranteed purchases from small businesses, Mohegan Sun is allowing points from its loyalty
program to be redeemed at participating local businesses (Mohegan Sun Massachusetts). The
project is estimated to create 2,500 construction jobs and 4,000 permanent jobs, 75% of which
will come from a 15 mile radius of the city (Rizzo, Dan). The ratio of community support for the
Mohegan Sun proposal was 63/37% in favor.

Wynn in Everett
The second company that is competing for the Category 1 gaming license in Region A is Wynn
Resorts, who intends to construct a resort casino in Everett. Wynn Resorts is based in Las Vegas,
operating Wynn Las Vegas and their immediately adjacent extension Encore (Corporate Profile).
They also own and operate Wynn Macau and Encore at Wynn Macau. Wynn Resorts, unlike
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MGM and Mohegan Sun, have five star hotels on site. While they offer a great deal of
entertainment, CEO Steve Wynn prides himself on the atmosphere of his resorts. The use of
natural beauty is what really draws people in.
The site for Wynn Everett includes about 30 acres on the banks of the Mystic River in Everett.
As this land was previously used to manufacture, package and transport chemicals, the soil is
very highly contaminated (Gordon, Chris). In its current state it is unsuitable for any use, but it is
possible for it to be cleaned and developed, which is exactly what Wynn Resorts intends to do.
They are willing to invest millions of dollars to completely clean and restore the land along the
Mystic River. In addition to a resort casino with a five star hotel, Wynn plans to put an end to the
river pollution and create a living shoreline, including oysters and shellfish, a salt marsh, and
plants on the newly restored land (Fay, Jamie). They also wish to create water transportation to
downtown Everett and South Boston. The resort will include 150,000 square feet of gaming
space, retail shops, fine dining, an underground parking garage, and open space for general
public use (walkways, bike trails, etc).
While the cleaning of the Mystic River is a huge benefit to the City of Everett, Wynn Resorts
will also provide economic benefits to the community. Over $1 billion is invested for the costs of
the project, including an extensive traffic improvement plan (Wynn Everett). Prior to the opening
of the resort, Everett will receive a $30 million Community Enhancement Bonus. From then on,
the city will receive $20 million in annual payments, $5 million to the local police, fire, and other
services, and $250,000 annually to support non-profit groups (Wynn Everett). The introduction
of Wynn Everett will create 3,700 construction jobs and 4,000 permanent jobs, with preference
given to residents of Everett. The vote for the proposal showed a ratio of 86.5/13.5% in favor –
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an overwhelming amount of community support which will be taken into consideration in the
Gaming Commission decision.

Category 2 License Award
In addition to three Category 1 gaming licenses for resort casinos, the Expanded Gaming Act
allows for a single Category 2 license, which is a slots only license. On February 28, 2014, the
Gaming Commission reached a decision and awarded the license to Penn National Gaming
(Brennan, George). The slots parlor is to be built in Plainville at the Plainridge Racecourse,
which is located in Region B. The casino will include 1,250 slot machines, a casual dining
restaurant, a food court, a sports bar, and an entertainment lounge (Penn National Gaming). The
Gaming Commission approved this site with a 3-2 vote and plans for construction have already
begun.

Community Concerns
While the passing of the Expanded Gaming Act offers a wide range of opportunities for the
Commonwealth of Massachusetts, many residents still have concerns about the introduction of
casinos into the state. After attending several public hearings and listening to public input, the
number one concern regarding each of the proposals was the impact it would have on traffic.
While each of the companies is legally required to either maintain or improve the flow of traffic
in the communities they intend to build their resorts, many people are still not convinced. Others
are worried about potential increased crime rates associated with gambling. In order to prevent
this from happening, each of the companies is investing millions of dollars directly to public
safety, and special training programs will be implemented to track any crime and analyze it to
determine whether it is associated with the casinos. When the Gaming Commission deemed
Caesars Entertainment unsuitable to operate due to alleged mob relations, concerns began to
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arise about the other companies having similar relations (Burton, Paul). This is why the Gaming
Commission conducted extensive background checks on each of the companies. Despite all of
their efforts, many people throughout the state are very much opposed to the passing of the
Expanded Gaming Act. About 65% of Massachusetts residents want casinos in the state, but only
45% of those people want them to be built in their own city (Cameron, Gayle). In an attempt to
consider everyone’s opinions, the Gaming Commission hosted public input meetings to give
everyone the opportunity to speak before the commissioners.

Analysis
The data from each of the three proposals was analyzed using the following three business
models. Each company was analyzed on an individual basis (SWOT Analysis), compared to its
competitors (Strategy Canvas), and finally analyzed together to help determine what they should
do going forward to better suit the needs of the Commonwealth (Four Actions Framework). By
doing all of this, we were able to determine which of the three companies offered the best
proposal(s) to the communities and to Massachusetts as a whole. Our goal was to make a
recommendation for the Massachusetts Gaming Commission regarding who to award the
Category 1 gaming license(s) based on our analysis.

SWOT Analysis
In order to analyze each company individually, we conducted a SWOT Analysis. SWOT stands
for Strengths, Weaknesses, Opportunities and Threats. This method was created by Albert
Humphrey in the 1960s at Stanford Research Institute (“Albert Humphrey ‘The Father of
TAM’”). It is a widely accepted model that is used to analyze the internal and external
environments of a firm. In this case, all three firms in the application process for a Category 1
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gaming license are examined, and it is important for the Gaming Commission to examine each
one to determine which ones are the best candidates to operate in Massachusetts. Information
from the proposals and presentations from company representatives was used to complete this
analysis.

Strengths
MGM

Weaknesses

Location

Smaller site

Large, successful
company

Lowest community
support of three
candidates

High brand
awareness

Mohegan Sun

Location
Strong loyalty
programs

Wynn

Dedication to local
communities and
small businesses
High quality resort
(only 5 Star hotel
competing)
Atmosphere – use of
natural beauty

Race track located in
East Boston

Opportunities

Threats

Return to Main Street
atmosphere

Proximity to
Mohegan Sun, CT

Attract business from
other nearby
attractions

Sheraton and
Marriott very close

No other competitors
for Region B license
Suffolk Downs race
track

Easy enough to drive
from MA to Mohegan
Sun, CT

Competing with
Wynn for Region A
license
Opposition from East
Boston

Site is highly
contaminated land

Clean Mystic River and
make use of the land

Limited brand
awareness in local
area

Lack of 5 Star resorts
in MA

Competing with
Mohegan Sun for
Region A license

Table 1: SWOT Analysis

One of the strengths of the MGM Springfield proposal is the location of the site. It will be built
in downtown Springfield, where there is a high population. They are also within close proximity
to the Basketball Hall of Fame, the MassMutual Center, and only about a fifteen minute drive
from Six Flags New England. Another strength is that MGM Resorts International is a very
large, successful company, owning many different hotels on the Las Vegas strip and in other
areas all around the world. This strength results in another, because the size and success of the
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company creates high brand awareness. Despite the advantageous location of the site, the size of
it creates a weakness for MGM, with it being the smallest of the three proposed resort casinos at
only about 14.5 acres. The proposal also had the lowest amount of support percentage-wise from
the community, which is a big determining factor in the Gaming Commission’s decision. The
biggest opportunity that MGM is looking into is to return the area of their site into a 1920’s
“Main Street” style atmosphere where people can come and enjoy various forms of
entertainment after work and on the weekends (MGM Springfield). They have also already
begun taking the opportunity to create relationships with the local attractions; they have a
marketing relationship with Six Flags New England to promote each others’ businesses (Mathis,
Michael). Perhaps the greatest opportunity for MGM’s success is the fact that they remain the
sole candidate for a Category 1 license in Region B. Mohegan Sun in Connecticut does pose a
threat to the planned MGM casino, however, because although it resides in another state it is not
a long drive to get there, and many Massachusetts citizens have been going there for years and
therefore that is where they have points accumulated from Mohegan Sun’s very competitive
loyalty program. The Sheraton and the Marriott also pose a threat for the hotel at MGM, because
they are within walking distance of the resort site and much less expensive to stay in.
Mohegan Sun’s greatest strength is its loyalty program. They offer customers various discounts
and promotions as well as award them points (“Momentum Dollars”) for the amount of money
they spend, which can then be used not only throughout the resort but at local participating small
businesses (Mohegan Sun Massachusetts). The dedication they show overall to the community in
which they wish to build is a strength, as well, with the millions of dollars they are willing to
invest in addition to the incorporation of its loyalty program into local businesses. The location
of the site is also a strength, being very close to Boston where there are endless tourist
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attractions. It is also located right next to the horse racetrack, but this also poses a weakness to
the proposal because the racetrack is located within the borders of East Boston, who voted
against the casino. Mohegan Sun has no rights to it whatsoever. The proximity to the Mohegan
Sun in Uncasville, CT is also a weakness for the company, as it is not difficult to drive to that
site that already exists and introduce a different company to Massachusetts. The Suffolk Downs
racetrack offers an opportunity to Mohegan Sun; they wish to continue to see the racetrack
operate and bring in more revenue, which will also maintain all of the current jobs it provides.
The two biggest threats to Mohegan Sun Revere are the competition from Wynn in Everett for
the Category 1 license and the opposition from East Boston residents.
Wynn Resorts brings a different approach to the table, and therefore its strengths differ from
those of MGM and Mohegan Sun. The first is the introduction of a five star hotel to the area,
while the hotels in the other proposals have only four star ratings. The overall atmosphere of
Wynn Resorts is the strength Steve Wynn and the company pride themselves on. Unlike the
others, Wynn Everett will use a lot of beautiful scenery and atriums with natural light to give an
overall warm and welcoming environment. The most obvious weakness of the Wynn Everett
proposal is the site on which it is to be built. The soil is highly contaminated with hazardous
chemicals, and although it can be cleaned, it is going to take a tremendous amount of time and
effort, and some of the local residents have doubts that it will be suitable to operate on. Another
weakness is that Wynn Resorts has relatively low brand awareness in Massachusetts, as its
resorts are in Las Vegas or China. The biggest opportunity Wynn Resorts is taking advantage of
is cleaning the Mystic River and opening the area for public use. The lack of five star resorts in
Massachusetts poses another opportunity to them. Their main threat is the competition from
Mohegan Sun in Revere for the Category 1 gaming license.
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By conducting the SWOT analysis, we learned that each proposal has its own unique advantages
and disadvantages. Looking at them from this standpoint, it seems that although each proposal
has much to offer to the local communities, MGM is the best candidate of the three to be chosen
for a Category 1 gaming license. They have more strengths and opportunities with their proposal
than Mohegan Sun or Wynn. They are a large, successful company that will be taking a site that
currently has nothing to offer and turning it into a center that will provide entertainment to
thousands of Springfield residents and increase business to the local attractions that have
declined over the years.

Blue Ocean Strategy Canvas
The Blue Ocean Strategy Canvas is a tool used to analyze a business by comparing their
performance to their competitors and is depicted in a line graph. This model was created by
Professors W. Chan Kim and Renee Mauborgne of Harvard Business School in their book Blue
Ocean Strategy (Ferrell & Hartline, 104). The horizontal axis represents the factors on which the
firms compete, and the vertical axis represents the level to which each firm offers these factors.
In this instance, it is used to compare the three companies applying for a Category 1 gaming
license in Massachusetts to analyze which has the most to offer. This data was taken from the
proposals of each applicant.
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Blue Ocean Strategy Canvas
5
4
3
2
MGM

1

Mohegan Sun

0

Wynn

Table 2: Blue Ocean Strategy Canvas

First different aspects of the proposal as a whole were examined. MGM Springfield had the best
location of the three, as it is located in a high populated area with several main attractions close
by (Six Flags, Basketball Hall of Fame and MassMutual Center). Mohegan Sun is at a slight
disadvantage because their proposal does not allow access to the Suffolk Downs racetrack, and
the site for Wynn is highly contaminated at this time, but both are very close to Boston. The
community benefits were analyzed both on dollar amount (in millions) as well as the jobs and
opportunities the proposal will provide. Mohegan Sun is dominant in this area with its passion to
serve the community through its high annual investments and implementation of the loyalty
programs in local small businesses, although Wynn and MGM are not far behind with what they
have to offer the communities. The Wynn Everett proposal overwhelmingly showed the greatest
support from the community at 86.5% in favor, followed by 63% for Mohegan Sun and 58% for
MGM.
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The remaining factors in the Strategy Canvas analyze the quality of the resorts themselves.
Wynn received the highest ranking as it is the only planned five star resort. The hotels at
Mohegan Sun and MGM are both four star hotels, however Mohegan Sun is ranked higher on the
Strategy Canvas because their hotel will have 500 rooms (Mohegan Sun Massachusetts) while
the one at MGM will only have 250 (MGM Springfield). The Mohegan Sun proposal offers the
most gaming space with 170,000 square feet (Mohegan Sun Springfield), followed by 150,000
square feet in Wynn (Gordon, Chris), and 125,000 square feet in MGM (MGM Springfield). The
entertainment factor is very close between the three proposals. Wynn and MGM are both ranked
as the highest with Mohegan Sun close behind because while each of them offers a variety of
different shows, Wynn Resorts and MGM Resorts International are larger companies and
therefore can afford to bring in more headliners – for example MGM bringing Pitbull to
Springfield (Mathis, Michael). Finally, the brand awareness was examined from a local
perspective, where Mohegan Sun is certainly the highest as they are located in Connecticut and
one of the two resorts residents of Massachusetts have formerly looked to for gaming, followed
by MGM as they have affiliations with Foxwoods and they own and operate many resort casinos.
Wynn was ranked the lowest as they only own and operate four resort casinos, two in Las Vegas
and two in China. It should be noted, however, that each of these companies and their proposals
received relatively high rankings in each category, as it is the job of the Gaming Commission to
ensure that only the best companies come into our state.
Looking at the strategy canvas, it can be inferred that Mohegan Sun would be the best candidate
for a Category 1 gaming license. Their curve is the highest and most consistent of the three
applicants with what they have to offer compared to their competitors. They were also ranked the
highest in the benefits they will provide to the community, which is the most important factor to
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be examined by the Gaming Commission, followed by the support of the community in which
Wynn ranked the highest with 86.5% in favor, which will also be taken into great consideration.
Although the most people are in favor of the Wynn proposal, it is important to examine which
company is dedicated to providing the greatest overall benefit to the Commonwealth, which is
why Mohegan Sun is the best choice from the Strategy Canvas.

Four Actions Framework
The Four Actions Framework is a series of four questions that are asked to analyze the industry
and the needs of the market segment to determine what a company should do going forward. It is
used to shift the strategy canvas to reorient the focus of the firm. This model was also created by
Professors Chan and Mauborgne in Blue Ocean Strategy (Ferrell & Hartline, 106). This table is
based off all three of the proposals compared to the needs vocalized by residents in the state of
Massachusetts.

Four Actions Framework
What factors that the industry takes
for granted should be eliminated?
 Nothing
What factors should be raised well
above the industry’s standard?
 More shows
 More night clubs

What factors should be reduced well
below the industry’s standard?
 Bus tours (Boston area)
What factors should be created that
the industry has never offered?
 Outdoor adventure park
 Partnerships with universities
 Buses from Bradley to MGM
Springfield

Table 3: Four Actions Framework

Interestingly, when examining what should be eliminated from the industry, we determined that
there was nothing. Each resort casino offers a wide variety of services and activities for its
customers, and as discussed by representatives of all three companies, each one plays a vital role
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as each individual has different needs and desires when going to a resort casino. However, what
should be reduced well below the industry standard is the amount of bus tours that are typically
offered to resort casinos. This is mostly specific to Region A, where there is a wide range of
public transportation, especially in the Boston area. As discussed by both Wynn Resorts and
Mohegan Sun, there is already a great deal of readily available public transportation. Bus tours
will not be needed, but people could still benefit from some coming from western Massachusetts
where there is not public transportation to the casinos. The entertainment factor should be raised
well above the industry standard as it drives a lot of the revenue from these resorts. More night
clubs should be created to bring in a younger crowd, especially where the proposed communities
do not have anything like that at this time. There should also be more shows in these areas, as
they bring in a large crowd of people to the area. To prove this is true, MGM brought in
headliners such as Pitbull and Boys II Men to the MassMutual Center, and the local businesses
around the area reported they were the busiest they had ever been (Mathis, Michael). Finally,
there are several factors that should be created that have not been offered before. Mohegan Sun
had a brilliant idea to bring in an outdoor adventure park with their original proposal for Palmer.
This is something that these areas are lacking that would be of interest to the residents. It would
also be beneficial to create partnerships with local universities and colleges. Some have already
done this and begun to implement training programs to students, but there should also be a
marketing partnership that allows for student discounts to different areas of the resorts. Finally,
specifically to the MGM Springfield proposal, buses should be created from Bradley Airport in
Hartford that run directly to the MGM resort in Springfield, as that is the closest airport.
By creating the Four Actions Framework for the three companies, we learned the factors that
would improve each of the companies’ proposals. If any of these candidates are awarded the
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Category 1 gaming license in Massachusetts and take all of these factors into consideration, they
will become even more appealing to the communities going forward and will be even more
successful than they are today. This model can be used by the Gaming Commission to compare
the needs and wants of the residents to the actual proposals as they are now. The dominant
feature in the Four Actions Framework is the entertainment factor, in which MGM and Wynn are
both superior. MGM has already brought in several shows to the MassMutual Center in
Springfield, and are committed to 12 shows per year with them in addition to their own smaller
shows in their resort (Mathis, Michael), therefore MGM would be the recommendation after
conducting the Four Actions Framework.

Conclusion
After examining each of the proposals from MGM Resorts International and their interactions
with the host and surrounding communities, we determined by listening to the needs and
concerns of the residents that in order to be successful in obtaining a Category 1 gaming license,
a stakeholder orientation must be adopted by each of the companies. A firm that uses a
stakeholder orientation in their strategy is one who focuses mainly on the needs of its customers,
employees, the community and the environment rather than simply focusing on their desire to
expand their business into new territories. Instead of forcing their business upon the local
residents in an effort to generate revenue, they must reach out to the community and understand
their needs and desires. The Host and Surrounding Community Agreements required by the
Expanded Gaming Act help to prevent this from happening, however when presenting their
proposals to the general public it seemed that only two of the three companies had truly taken on
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a stakeholder orientation, and are the recommended choices for the Massachusetts Gaming
Commission.
In all of their presentations and public addresses, both Mohegan Sun and MGM made it clear
that their number one goal is to serve the best interests of the communities they wish enter.
During the presentations from Wynn, the majority of what is discussed is the casino itself and
how they will be introducing a five star hotel which Massachusetts does not have. While their
proposal does involve the cleaning and development of the contaminated land along the Mystic
River which will greatly benefit the community, this is something they will need to do anyway in
order to begin construction. They will provide significant economic benefits to the City of
Everett, however this is not the main focus of the presentations by Steve Wynn and other
company representatives; it is the overall atmosphere of the resort – the structures and the beauty
and the benefits that will meet the hedonic needs of the consumers rather than the economic
needs.
MGM and Mohegan Sun stressed in each of their presentations that they are dedicated to
meeting the needs of the people and encouraging the growth of local businesses in addition to
their own, and they are doing so in a way that appeals to the residents. They are providing new
opportunities, for example the “Main Street” atmosphere offered by MGM to the Springfield site
and creating a cinema and bowling alley that presently do not exist. Both have gone above and
beyond the requirements of the Expanded Gaming Act to ensure the satisfaction of the
community, where it seems that Wynn has simply done what was required of them for the
application process. Therefore, after analyzing the proposals of the three companies and how
they strive to meet the needs of each community, we concluded that MGM Springfield and
Mohegan Sun Revere are the two best applicants to introduce their business to Massachusetts.
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This is the best recommendation to the Massachusetts Gaming Commission, as it is their job to
ensure that the best candidates are selected to provide the greatest overall economic benefit for
the Commonwealth of Massachusetts. A decision is expected for Region B by the end of May
2014, and for Region A by the end of August, 2014.
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Appendices

Figure 1: Rendering of MGM Springfield (MGM Springfield)
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Figure 2: Rendering of Mohegan Sun Revere (Mohegan Sun Massachusetts)
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Figure 3: Rendering of Wynn Everett (Wynn in Everett)

